ABSTRACT
INTRODUCTION AND BACKGROUND
or businesses to be successful in a competitive business environment, they need to ensure that their leaders are well equipped with the necessary leadership skills. The development of leadership skills is a process whereby current and aspiring leaders learn the skills, competencies and behaviours required to be more effective.
Leadership development evolves in three ways, namely through experience, training and learning. The first F two take place in the work place, while higher education institutions usually facilitate the latter. The School of Management at the University of the Free State and First National Bank (FNB) South Africa have been partnering with regards to the Bachelor in Management and Leadership degree (BML) since 2003. Initially the reason for introducing the BML was mainly to comply with the legislative requirements of the promulgated Employment Equity and Skills Development Act, as well as the Financial and Advisory Intermediary Services Act (FAIS) and to develop leaders who would contribute to the bank's leadership pipeline.
From a South African perspective, business leaders are confronted with numerous challenges, such as globalisation, cultural diversity, black economic empowerment and transformation. The business environment poses unique challenges that may require not only generic, but also inspirational and transformational leadership competencies. Given the political background of South Africa, numerous adaptations were necessary in the business environment since the first democratic elections in 1994. Khoza (2000) explains that a new concept of business in South Africa is required which should take into account the traditions and culture of the African participants in commerce and industry, i.e. the community concept. He explains that the community concept of management has a strong philosophical base in the concept of Ubuntu and brings to mind images of supportiveness, cooperation and solidarity. Nussbaum (2003) writes about Ubuntu as an African social philosophy and describes it as "the capacity in African culture to express compassion, reciprocity, dignity, harmony and humanity in the interests of building and maintaining community with justice and mutual caring". Ubuntu is a Nguni word from South Africa that calls upon us to believe that: "Your pain is my pain My wealth is your wealth Your salvation is my salvation"
Booysen and Beaty (1997) also pointed out that the implications of an Ubuntu-oriented leadership style includes not only teamwork down to grass-roots level, but also the encouragement of team members or followers to sacrifice their personal gain or goals for those of the group as a whole. The authors indicate that this style includes creative cooperation, open communication, teamwork and reciprocal moral obligations.
The aim of this paper is to discuss to what extent the BML curriculum outcomes have met the expectations of First National Bank in South Africa in contributing to the development of its leaders. The first section of this paper is dedicated to a discussion of what leadership is, what are leadership competencies, also from an African perspective, and which of these form part of FNB's leadership competency framework. The content of the BML programme, its outcomes and stance on leadership competencies are also examined.
The second part of the paper focuses on the results of a survey that was conducted to determine whether the BML programme does indeed contribute to the personal development and growth in leadership competencies of the students, who are employed by First National Bank, and the majority of whom hold managerial leadership positions.
LEADERSHIP COMPETENCIES
Ulrich (2000) defines competencies as those behaviours that describe excellence in performance within a particular work context. A competency can be described as a set of behaviour patterns which an employee must display in order to effectively perform the tasks and functions of a designated role.
David McClelland conceived the original use of competencies. He first used competencies as an alternative for the replacement of intelligence tests with criterion reference testing (McClelland, 1973) . He argued that intelligence tests were not valid predictors of intelligence, and thus irrelevant to the workforce. McClelland (1973) writes that competencies are normally based on an analysis by interviewing and observing an expert performer. During the analysis, key behavioural indicators are determined for successful performance of the job. These behavioural indicators are then linked to a competency.
According to Schlebusch and Roodt (2008) generic leadership competencies may be divided into defining sets, with specific dimensions. These are as follows: Working productive in a stressful environment, controlling emotions in difficult situations and handling criticism effectively.
Leadership competencies at First National Bank
Key business leadership competencies enable leaders to function at a highly competitive level. This section of the study examines what competencies and related behaviours First National Bank attaches to its different leadership roles.
In order to compile a list of leadership competencies most commonly used by First National Bank, the researcher examined the performance contracts and competency frameworks of the roles or positions occupied by individuals who may be designated as "leaders of others". The analysis revealed that from middle management (coordinator/team leader) to provincial leadership level, FNB attaches mostly generic competencies to the different management and leadership roles. Further analysis of the FNB competency frameworks revealed that the most commonly used competencies are the following: 
African leadership competencies
Most leadership theories were developed over the last century and originated from the Western world. Key components referred to in the leadership theory are the leaders, the followers, and the situation or context. Both the leaders' actions and followers' responses reflect the forms of behaviour which are regarded as legitimate and appropriate within their particular society" (Shahin and Wright, 2004) . Businesses in Africa, and particularly South Africa, are made up of multiple societies, with different cultural backgrounds and their leaders require unique and diverse competencies, in order to simultaneouly compete globally and to address the needs of their followers.
As discussed in the introduction to this paper, Khoza (2000) explains that businesses in South Africa should take into account the traditions and culture of the African participants in commerce and industry, i.e., the "community concept". This concept has a strong philosophical base in the concept of Ubuntu, which advocates values such as supportiveness, cooperation and solidarity. Van der Colff (2003) indicates further that African leadership is built on participation, responsibility and spiritual authority. Mgidi (2004) summarised key values in African leadership as follows:
Respect for the dignity of others; 2.
Group solidarity: an injury to one is an injury to all; 3.
Teamwork: none of us is greater than all of us; 4.
Service to others in the spirit of harmony; 5.
Interdependence; and 6.
Persuasion.
The above characteristics or key values of African management have several similarities to generic leadership competencies such as teamwork, supporting and cooperating and impact and influence. Competencies that do not appear to receive enthusiastic attention from African leaders are performance management and accountability. Nkomo and Cook in Luiz (2006) assert that proponents of Ubuntu argue that while this approach emphasises teamwork and attention to relationships, it also asked for empathy between leader and followers. An over-emphasis on this empathy may stand in the way of effective performance management.
Outcomes of the BML programme
The BML programme is specifically designed for working adult learners in the field of management leadership. The overall outcome of the programme includes the integration of three domains, namely Management, Leadership and the Environment. From the listed programme outcomes it is evident that the majority of generic or core leadership competencies are addressed in the curriculum. On completion of the BML programme learners should be able to understand the role of the managerial leader in society with regard to human and economic development.
The BML programme is characterised by the emphasis on the need for the students to become critical and creative thinkers and ultimately develop into leaders who utilise innovative approaches in organisations. The following is a summary of leadership competencies which are addressed in the learning outcomes of some of the modules that are offered by the BML programme: 
Relationship between FNB leadership competencies and the BML programme outcomes
In order to establish whether the BML has addressed the development of leadership competencies at FNB, benchmarking was conducted to establish the links between competencies utilised by First National Bank (South Africa) and the BML programme. Some of the similarities are reflected in the table below. The list is not exhaustive and was not an attempt to accommodate all similarities, but merely an effort to establish a meaningful link between a selection of FNB leadership competencies and BML outcomes. Understand the nature of the South African legal system and its application in a business environment As mentioned, the research was aimed at employees of First National Bank, South Africa who had attended the BML programme. In order to ensure objectivity, their line managers were also invited to participate in the survey. Participants were invited to rate their own understanding and application of managerial leadership behaviour with regard to the researched competencies, at the time of the survey and prior to enrolling on the BML programme. The difference between the two ratings was calculated as the growth in level of competency.
Although students and their line managers differed in their responses as to the level of growth in the various leadership competencies, the overall results of the study concluded that both students and their line managers were of the opinion that the BML programme had indeed contributed significantly to the development of the competencies of leaders at First National Bank.
RESEARCH DESIGN
In this study a survey was used to collect data. Two similar questionnaires were developed in order to solicit and obtain feedback from students and their line managers, to gather information required to address the aim and objectives of the study. All the students from the various BML intakes that could be traced, including current students, graduates and those who had abandoned the programme, were invited to participate in the survey. The second section of the target audience was made up of the line managers of the students who participated in the survey and who chose to provide the contact details of their line managers.
A questionnaire was sent electronically to 217 students and graduates. Responses were received from 87 individuals, which translate into a response rate of 40%. Eighty respondents chose to disclose the details of their line managers and questionnaires were dispatched to all. Responses were received from 17 of those, resulting in a response rate of 21%. The survey was made up of two sections. In the first section of the survey participants were requested to provide biographical information such as age, gender and position held, while in the second section students were requested to rate their own understanding and application of managerial leadership behaviour, currently and prior enrolling to the BML programme. In order to obtain an objective perspective on the students' growth as managerial leaders at FNB, line managers were also requested to evaluate students on the same competency behaviours, currently and prior to their enrolment on the programme.
FINDINGS AND DISCUSSION
Whilst not all competencies utilized by FNB were included in the study, the chosen list was representative of the competency frameworks of most leadership roles. Twelve competencies were researched and analysed. Respondents were informed that they are required to indicate their understanding and application of managerial leadership behaviour currently and prior to commencing their BML studies, by making use of the following 4 point scale, ranging from "Never" to "Always":
An analysis was done of the "always" responses as indicated by students and line managers and a summary is provided in the table below: 1  Communication  11%  72%  61%  15%  40%  25%  2  Passion for excellence  32%  76%  44%  40%  60%  20%  3  Performance management  10%  37%  27%  30%  50%  20%  4  Promote culture of teamwork  13%  48%  35%  25%  45%  20%  5  Team development  16%  69%  53%  15%  40%  25%  6  Impact and influence  13%  53%  40%  20%  45%  25%  7  Decision-making  8%  66%  58%  25%  35%  10%  8  Customer relationship management  52%  86%  34%  40%  50%  10%  9  Business and financial acumen  16%  53%  37%  25%  35%  10%  10 Coaching  17%  51%  34%  20%  50%  30%  11 Change management  11%  55%  44%  30%  50%  20%  12 Conflict management  11%  53%  42%  20% 20% 0%
Passion for excellence
The analysis revealed that BML students have grown by leaps and bounds when it comes to this competency. 76% of the respondents indicated that currently they "always" display the desired behaviour, compared to 32% prior to BML. Line managers are in agreement and from their perspective 60% of students display "always" behaviour when asked the question:
"How often do you drive a passion for excellence in sales, service and other organisational key performance areas?"
Performance management
This competency shows the lowest scores and the least improvement in required behaviour. It forms part of the competency frameworks of all leadership roles and is therefore seen as a basic requirement for all managerial roles. The required behaviour which was evaluated was as follows:
"How often do you utilise the performance management system to enhance the performance of subordinates and successfully link performance objectives with the strategy of the business unit?".
10% of respondents indicated that they displayed "always" behaviour prior to BML, with an improvement of 27% in current behaviour. When compared to all other competencies, this result accounts for the lowest improvement in behaviour. This was a matter of concern for the researcher, but upon further investigation it was found that judging from the job role of the respondents who reported little improvement in behaviour, there is a possibility that they have no direct reports whose performance would need to be managed. The question referred only to the performance of subordinates and did not solicit a response in terms of management of the respondents' own performance.
Decision-making
The question posed was as follows:
"How often do you promote a participative decision-making process, which takes into account the contribution of team members?"
Extraordinary growth was evident in this leadership competency, where behaviour improved by 58%. This is significant, taking into account that only 8% of respondents indicated that they "always" displayed the required behaviour prior to BML, compared to 66% after BML. While students indicated an improvement in behaviour of 58%, their line managers are of the opinion that there is only 10% growth in the required behaviour.
Coaching
This is the competency where students and line managers are mostly in agreement. Students indicated an improvement of 34% and line managers a similar growth of 30%. The question posed was as follows:
"How often do you coach team members on achieving key result areas?"

Conflict management
The same can be said for this competency, where respondents were asked to rate themselves on the following:
"How often do you evaluate the feasibility of alternative dispute resolution mechanisms and effectively facilitate the resolution of conflict situations in your team /department?
Students reported a growth of 42% and line managers indicated that there was no improvement in this competency behaviour. It is further noticeable that according to line managers only 20% of students display "always" behaviour, prior to BML and presently. The contrast in this analysis is that while student respondents indicated that they are competent in the competencies of decision-making and conflict management, their line managers do not seem to share the same sentiments.
Open question
In addition to the questions posed to the respondents to assess the growth in their competency behaviour prior to BML and currently, the following question was posed at the end of the questionnaire in order to solicit additional information pertaining to how the students experienced the BML programme as a leadership development programme:
"What value did BML add to your growth and development as a person and as a managerial leader? Your comments on the BML programme will be appreciated."
The majority of respondents answered this open question and provided comprehensive and overwhelmingly positive feedback regarding their BML experience. The researcher found it extremely challenging to select specific responses to be quoted in this paper, as each comment is relevant and adds value. The following is an extract from one of the most compelling comments received from respondents: 
CONCLUSION
The primary purpose of this paper was to explore what contribution the Bachelor in Management and Leadership degree (offered by the University of the Free State in South Africa) has made to the development of leaders at First National Bank, South Africa. The question that was posed was whether the leadership competencies that are required by managerial leaders of financial institutions can be acquired through leadership development programmes that are specifically designed for adult learners, and to what extent such learning interventions contribute to the growth of successful business leaders. Considering the findings of the survey, the researcher concluded that the BML has indeed addressed the researched managerial leadership competencies utilized by FNB and that the programme has contributed significantly to the development of its managerial leaders.
The majority of students indicated that their leadership competency behaviour has improved to a large extent. While their line managers are also of the opinion that the competency behaviour of students has improved, they report a lower degree of growth. Although this was not researched, one of the reasons for this discrepancy may be that line managers feel threatened by the development of the students. It is recommended that in order to enhance the skills acquired from the BML and to further develop and retain BML graduates, further support should be provided in the form of a formal coaching and mentorship programme which should be initiated and implemented by First National Bank, South Africa.
Working in the reality of the South African financial services industry, and facing the unique South African challenges posed by cultural diversity on a daily basis, the resercher can identify with the reality that to be a successful leader in the South African context requires unique and transforming leadership competencies. Although programmes such as the BML indeed address and contribute successfully towards the development of leadership competencies, it is predicted that as they become more globally competitive, South African companies will place more emphasis on African leadership competencies in their leadership development programmes in order to address the needs of their particular society.
AUTHOR INFORMATION
Sylvie Botha holds a BML (Bachelor in Management and Leadership) degree from the University of the Free State. Currently she is an Associate Branch Manager of the Witbank branch of First National Bank in South Africa. As Associate, she leads a banking operation with a medium degree of difficulty that contributes a significant percentage to First National Bank's profitability. Her responsibilities include the management of a fully fledged merchant store front branch that offers a wide range of products and services.
